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ABSTRACT

This study inquired into the objectives of
manadement training programs in two chains of discount stores, and
whether those who complete training believe that program objectives
have been met. Questionnaire interviews were held with two managers
and four trainees from one chain, and with two managers and two
trainees from the other. Ten hypotheses concerning the acceptance and
the realization of certain objectives were tested. These were among
the conclusions reached: (1) although, as indicated by managers,
training programs stressed the need for a broad view of the company
and better understanding of human relations and interaction, trainees
felt that such objectives were not being realized, at least
initially; (2) managers and trainees need a closer interrelationship
to achieve overall program objectives; (3) as far as the managers are
concerned, the programs have met most of their objectives; (4)
programs have given trainees a knowledge of organizational functions,
helped them toward better decision making, apparently have given them
self-confidence for advancing to positions of increased
responsibility, and seemingly have enabled trainees to adapt theiT
thinking to new environmental situations. (1y)
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CHAPTER I

INTRODUCTION

Statement of the Problem

"The enterprise can decide, act and behave only as its
managers do; by itself, the enﬁerprise has no effective existencaed
Any business enterprise, no matter what its legal structure, must
have a management in order to be alive and funcilioning. " Thus it
appears that mandgement is the crux of an organization, a wheel
on which the whole organization revolves == an organ ¢f spectacue~
lar rise in recent timese.

The most conspicuous change in business structure is the
tremenous increase in the size of pianta and corporation, from

the compact, family eize companies of the late 1800's to the present

day corporate giants. With the expansion of physical plants has

come a correspon&ing complexity in the organizations.2 Departe=
ments have tended to grow, functions have come to be nore rigorous-
1y defined, and there is greater specialization of talent and
labor.

“ o At the same time there have arisen more personnel problems.

"The climate of line=-stafi relationships in industry does not often

lpgter F. Drucker, The Practise of Maunagement (New York:
Harpor and Brothers, 1954, PeTe

542) 2Farl G. Planty, William S. McCord and Carlos A. Efferson,
i Training Employees and Managers (New York: Ronald Press Coe, 19L4B), pe3e
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reflect the quality of mutual confidence," says Douglas .‘&acGregor.1

The staff frequently has a jaundiced view of the management; 1t
perceives managers as exclusively concerned with meintaining thelir
authority and independence, lacking an appreciation of the profes-
sional qualifications and accomplishments of staff groups and basic=
ally resistant to change and improvement. There is to be fourd in
the modern organization more int.re-;roup conflict and greater pzrsone
ality conflicts than ever before and a rise in the strength of the
union has also coniributed to the complexity of the manager's role.
¥nickerbocker has said that leacdership is conceived of zs a dynamic
functional relationship betwscn leader and led in which the leader
is attempting to satisfy the varied nceds of his particular followers.®
Fven a staunch manager has to reailze that too mpch reliance on
authority produces counter forces among subordinates. Sometires
personnel problems may arise from employee dissatisfaction with the
vorking situations. One of these could be the employee's dissatis-
faction with the very nature of his job.

Competition in modern enterprise has become more severe.
Today the American market is characterized by abundance. Thers is
a buyer's market and not a seller's market. VWhen a buyer is confronted

with subgbtitutes, he tends to become more discriminating and discretiion=

ary. He tends to welgh every product in terms of quality and price.

lsee Paul Lawrence and John Seiler, Organizational Behavior and
Administration (Homewood, Ill.: Richard D. Irwin, Inc., 1965), Pe7624

2schuyler Dean Hoslett, Human Factors in Management (New Yorks
Harper and Brothers, 1951), pele
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mis has led to severc price competition among the sellers. Ald
of this hag led to a squeeze in profits. Costs have to be controlled.
me factors of proccdure costs may include various elements. They
may contain the salary range and average salary for each job claggie
fication, as well as supervisory salaries. Depreclaticn and maine
tenance charces on ovmed equipment, rental charges on leased equipmeat,
supplies expenses may also be incliuded. Waste must be controlled.
Tre eccnomy in which the organization functions is so umprediciable
that operations have to be planned; This may be vital to companics
dealing in seasonel prodvsts. At the same time operations may have
to be planned either to increase profits or to make sure enough profits
are being earncd on the total assects utilized.

The above factors demand an efficient management which seeks
golutions to the stated problems. "The application of organized,
intelligent, and continuing research to business procedures offers an
alrost unparalleled opportunity to impwove the effectiveness of the
medern business organization."l The huge operations of today's
business has made management a specialized function.

So vital is menagement in the preseat day business in the United
States, that it has led to specialized training for management.
Training in commerce and industry is a specialized and very practical

form of educatione2 Basically, training is supposed to prepare people

lRichard F. Neuschel, Management by System (New York: McGraw
Hill Book Company, 1960), pelle

2planty, MoCord and Efferson, opscit., Pe3e
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1o do their job well. Training deals with the systematic development
of trainees in knowledge, skills and attitudes.l Growth of the
tpainees in each of these threc arcas is the objective of a well-
rounded and sound educational program. Knowledge can be developed
in the arcas of company proiucts, compary policies and thelr problems.
Plans, competition snd principles of management are also included.
Skills wust be developed in the areas of job organization, cpoperative
development of policy , as well as administrative skills in the field

of planning, organizing, controlling. Attitude development, which

also seems to be importasnt, may be-concerned with the aress of approciae

tion of company policies and procedures, sympathy with the cormpany!'s
provlems and s feeling of participation in monagemente Thc primary
need, therefora, is belleved to be the ppeparation of people to
function well, willingly, and with understanding within the framework
of their work situation. Most management tralning and development
programs thus are almed at improving management efficiency.z

Manygers and executives need to be trained at all levels and
in all branches of the operations for two reasons. The first 1s te
help them perform better the work they will be doing and the second
is to prepare gsome of them for other and perhaps more responsible

positions.3 Training was once used cnly for skilled tradesmen and

11bid., pe20.

2Dale S. Beach, The Manavement cf People at Work (New Yorks
The Macmillan Coe, 1965), Pe315.

3%arl G. Planty and Thomas Freeston, Developing Nanagement Abil;gz

(New Yorks The Ronald Press Coe, 1954), PeTe

i g o e e e e S S A i

g el g o, By ISk 7 vk e e

el e oW e Rl
ZREE Rl il

DA ST e A B




. v
Gt o SR TIN ¢ /e sl PN

5
machine operators. Today's managers, who have learned to recognize
their own deficiencies, face them frankly, and seek help in correct-
ing them, also need to be trained.t
The present=day interest in management training and development
is due to the following major contributions that are beneficial to

the organizations

1, Improved performance on the;gresent;,jo‘b.2 Trainees are
helped to increase their efficiency by teaching them new techniques.
This ultimately tends to increase their worth and dignity in the

organization.

2. Attitude formation.3 To mould the manager's attitude with

the aim of achieving his éupport for the company policles and objeci~
ives and to develop an understanding of the company's problems and

a desire to help in solving them.

3. Benefits to the employees themselves.h Training helps

trainees to increase their knowledge, improve their abilities and
perhaps induces new abilities and skills. This vltimately tends
to increase their worth in the organization.

L Improvement of morale.5 One of the most surprising results

of good training is the great improvement in mexale. Traines loyal=

1rbid.

2Herbert J. Chruden and Arthur W. Sherman, Jr., Readings in
Pergonnel Management (Cincinnati: South Westeim Publishing Co., 1%51),

Pe53e '
3Ibid.
L1bid,
5P1anty, McCord and Efferson, op.cite, pelde
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19 ties broaden in a wholesome manners Their interest in problems
sround them is aroused, their pride in themselves and in the enter-
prise with which they are associated is increased; this is wider and
of greater significance than merely attitude formation.
Training gets new knowledge past the outer defenses of the
individual and to his inner'being so that the new understandings
become a functioning part of him.l The learner must not only meet

the subject matter, he must assimilate it into his thoughts and

é , actions, with oonseqnent change in behavior. New problems, techniques
and information arise at every point of the organizational ladders
Training, therefore, must be broad emough to meet the developmental
needs of the irainee. .

1ID = | o In almoso every oountry%in the world, inte?est in the function
of management and the action of,managers is growing.2 Management 1s
a universalyooncept and the ooncern for developing managers has grown

stronger as more oountriee have moved to raise their standards of

“industrial effieiency. Wikstrom made an eight nation study of each

country's interest in the development of better managers.3 In Chile,
~ for example, the development of an adequate supply of competent

managers is viewed as a permansnt necessity if the nation is to solve

lLarl C. Kelly, The Workshop Way of Leurning (New York: Harper
and Brothers, 1951), PeTle

2walter S. Wikstrom, Developino Bettcr Managers (National
Industrial Conference Board, 1906L), Pels

31bid.
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its economic problems.

The same is true about Italy. Managers competent to organize
and iead more effective economic units are vitally needed in this
country, also, according to Italian economistss Even India, which
is gettiné out of the élutches of the managing agency system sees
the need for effective manggement development if the nation is to
make ecohomic progress.

In the more highly industrialized countries'as well, eccnomic
pressures have focused attention upon manager development. lost of
the formal training programs in Britain apply to the group of persons
who have been college or university educated. A wide range of courses,
both internai and external, are now offered and in use in Britaine
Internal courses may take the form of one or more weeks of continue=
ous training at a management center inside the orgabizaiion, or they
may consist of a series of single sessions or single days spread Qut
over a lengthy period of time. ’External techiniques of training
include professional bodiés, technical and commercial colleges,
universities, residential colleges, the British Instituté of Manage= _wg
ment, and other organizations,

Wikstrom has also made‘an intensive study of the management

‘development program in the United States. In this country, a manager

is not merely considered as one who directs the wofk 6f otvher people.

He is considered as one who plans, organizes, coordinates, motivates

1

and controls the activity of an organization. To improve the pere -

1Tbide, pe15Le -
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formance of managers, manj American companies rely heavil} upon
on=the=job training. Mosv companies do not consider such training
to be sufficient of itself, and therefore supplement it with courscs
and seminars conducted both within and outside the firm. Onethce
job training, however, is the backbone of most programse. It has
been variously estimated that about 90 percent of the change in a
man's job performance over the years cén be traced to his experiences
while on the job, and that other training accounts for only about 10

1 This is based on the reasoning that the

percent of the change.
job setting is considered important because it permiis the man to
learn by actual rathcr than vicarious experience. The manager has
the opportunity to practise and to use what he learns.: This oppore
tunity to put into practise whaf is learned’is considered to be
essential to auny laSting development. Finally, on=the-job develop=
meat is thought to.have the advantage of coantinuity. Thus it becomes
part of a continuing developmental process. .

That traiciag is vény essential is also stressed by recruiters
on the college campuses. Reéruiters from merchandising companies
realize the need for training for they feel that the environmnent in
which merchandisers function is very different from other business
environments. The most important environment factor in the merchand=-
ising field is people. One has to sell gocds to them and therefore
one has to understand them. Understanding is also required in
various other phases of the merchandising enterprise.

The field of merchandising affords innumerable opportunities

11bid., pe157.
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to employses at all steps of the Job ladder. Retalling is no

jonger what it was once considered 1o be. In the last fifteen years,
and particularly in the last five, ws have seen a remarkable change

in retailing.l It has revolutionized women's attitudes towards
shopping so that it has become no longer a chore but a pleasant and
sought after experience. New demands, particularly, have been
created by merchandisers for ready-made clothing. They have followed
the trend of population movement and have moved t0 meet these trews.
With the growth of suburban population hag come the rise of suburban
stores and ahopping centcrs.

Discounting is the biggest thing to develop in the U.S. retail
market place in recent years.a Tae discounter is no longer the
underdog or retailing. "His profits apparently are tremendouse ACe
" cording tovmarkeiing expert E. B. Wbiss' study, the percentage return
on investment “is from 100 percent to 1,000 percent, larger than that
of most traditional department stores and most traditional chaing."3

noday," says Interstate Department Stores' We. Cantor in

Barrons, "we are seeing the formation of chains in the discount indusiry

which tomorrow will be the giants of retailing."h

djyorris Natelson, "What's Behind the Retail Revolution" in
Retail Revolution, arr. by’ Fairchild Publications Ince. (New Yorks
Tairchild Publications Ince, 1962), Pel.

2Walter Henry Nelson, The Great Discount Delusion (New Yorks
David McKay Co., Ince, 1965), pede

3E,B. Weiss, "Marketing's Stake in the LOWbMargin Retailing
Revolution,” cited in iblde

hBarrons, April 23, 1963.
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The discount houses believe in mass merchandising at low prices.

If discounters have made any contributicn to retailing,
it is in awakening the odd=-line stores to the need for stream=
lining operations wherever feasible in an effort to cut the
cost of moving merchandise from the production line to the
ultimate consumer. For one thing, they have put backbone into
the thgory that services are commodities for which people pay
extra.

e

Harold Gottfried, vice president of Virginia Date Stores, a

discount house, gives certain basic'requirements for his company's
survival:

(1) A clear and precise awareness by management of what

is going on within its own business and within the indusirye
(2) There must be a strong management, with an.effective
structure of second and third echelons, constantly being
added to by a continuous training programe

(3) A constant management review of methods mnd 3 rigorous
control of expense.l ' :

]) ; | ' Objectives of the Study

The objectives of this étudy are concerned with the aims and
effectiveness of management training programs in discount stores.
The study is intended to inquire into management (s objectives in |
the training program and to learn whether those who complete the

training believe they have met the programs's objectives. This will

A R S SOy S LI Y

involve certain basic hypotheses that have beenﬁdeveloped for the

studys

e

lsamuel Feinberg, "TheﬂDxplosion'ih Retail Distribution"in
Retail Revolution, pelle ' ,

. 2Harold Gottfried, "The Inevitable Revolution in Retailing,"
in Retail Revolution, Pe55e. : X ]
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yzpothesis 1: Menagement training provides knowledge required

Tor more effective execcutive performance.

Hypothesis 2: Management tralning develops executives for

advancerent into positions of increased responsibility.

Hypothesis 3: Managers must learn and develop an understanding

of how to apply the implications of human relations.

Hypothesis s Ability to nake decisions can be developed through

training.

Eypothesis 5: There is a need for practical training no matter

what the extent of educational knowledge in the classroom has beene
Hypothesis 6: Management training adapts the traince's thinking
to a new new environment, towards creative thinking (solving problems

concerning personnel, profitability, sales'etc,).

Hypotbesis 7:The trainee is given a broad view of the company,

its orgenization and its leaderse.

Hynothesis 8: Training programs are worth the cost they incusr.

Hypothesis. s Training programs are conceived with the ideé that

development is an individual processe

Hypothesis 10: Training progrhms get new Knowledge past the

outer defenses of the individuale

Scope and Limitations

To study the training programs in each and every form of dis=
count business, and to éover all aspects of each firm's training
program would indeed be a formidable taske

This study is restricted to management training programs in two

1
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discount chains, KeMart and Zayre. .K-Mart has about 180 stores and
Zzyre has 113 stores throughout the nation. Both firms are cone
sidered to be representative of the industry. In the Atlanta area,
K<art has six stores and Zayre has four stores. This study will
involve personal interviews with managers of two stores in each chain,
who are in charge of the Management Training Program, four trainees
from one chain and two trainees from the other chain. This restrice
tion in number of interviewees is due to availability. The intere
views will be based on a questionnaire developed for th}s study and
which is inténded to test the hypotheses raised by this study.

This will not be a statistical study but the views of the

managers and the traineed will ¢ developed into a case study approach

. to ascertain qualitative criteria to test the hypotheses.

A limitation exists in the sense that the identity of the
individuals and the chains may not be revealed in discussing the
training programs and ﬁhe findings. In order to keep the interviews
confidential the two chains will be referred to by Chain A and Chain

Be

Significance of the Study |

Most organizations believe in a policy of promotion from within,
to develop their executives rath;r than hiring seasoned men from
outsides Ixcept when unusual situations occur, this practice is
followed;

A study such as this may be of value to learn wheiher iraining

does help towards promotion from within. Is the training broad enocugh

» - -
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to meet the dynamic requirements of management? Is the program
broad enough to teach the many principles of management? Or is
training being conducted because it is a fad?

This study may help to clarify whether or not the cumpanies
are really getting full return for the time and money spent, or
whether they are wandering in the world of illusion concerning the
neeed and significance of training.

Are new entrants 1earning'management skills in the training
program that are considered essential for efficient performance?‘
This study may also provide some insights as to what other approaches
may be needed to meet management!s objective of creating skilled
managerial talent. Fﬁrthermore this research may uncover additional
areas that need to be studied to aid in the development of competent
managers.

Definitions Used

Certain concepts have been used in the course of this study,
which will be understood as follows:

1. Management: To manage is to forecast and plan, to organize,

to command, to coordinate and to control,

2+ Manaper Development: Manager development is a planned,

systematic process of learning and growth designed to induce behaviore

al change in individuals through bringing out or cultivating their mental

abilities and inherent qualities through the acquisition, understanding
and use of new knowledge, insights, and skills as they are need for,

and apply to, more effective performance of the work of managinge




O N
f’”' 3, Training: Training is the organized procedure by which

people learn knowledge :nd/or skills for a definite purpose.

Method of Presentation

Chapter If of this study will be devoted to a general view of
management and training for management. Methodology and findings
will be the subject matter of Chaptef III and the study will conclude
with a chapter of conclusions énd fecommendations. A bibliography

of pertinent material will be appended.

T T
EXuc O BARLSLIELE e S TR SraDg o ar MUSRe nan o -




CHAPTER 1L

GENERAL VIEW OF MANAGEMENT AND TRAINING FOR
MANAGEMENT

Management Defined

According to Drucker, there are two popular definitions of
management: one is that management is the people at the top == the
term "management" being little more than an euphemism for the "boss"
and the other defines a manager as someone who directs the work of
others and who, as a slogan puts it: "does his work by getting
other people to'do theirs."l It is a general contention that
management is the specific organ of the business enterprise.
Whenever one speaks of a busincss enterprise, say, the United States
Steel Company or ths British Coal Becard, as deciding to build a new
‘plant, laying off workers or troating its customers fairly, one is
actually speaking of a management decision, a management action, or
management behavior. The enterprise can decide, act and béhava
only as its managers do == by itself, the enterprise has no effective
existence.2 Conversely, it follows, that any business enterprise,
no matter what its legal structure, must have a management in order

for it to be alivé and funcitioning. Because of the varying nature

of business enterprises, one can expect any definition to have many

1 interpretations. It is obvious that if one is to consider management

g 1prucker, op.cite, pebe .

e
(L) 2Ibid., paTs
15

e i et & we 4o s oA s e 0TS e a
’ P i N o e .



16

a profession, a key problem is'to decidé what 18 a manager.

Speaking of the principles of management, Fayol has said that
seldom can one apply the same principle twice in identical conditions;
allowance must be made for different changing circumstances, for men,
just as different and changing, and for many other variable elements.
Therefore, principles fiust be flexible and capable of adaptation to
every neede It i3 a matfer of knowing how to make use of tyem,‘
vhich is a difficuit art requiring intelligence, experience, decision
and proportion. Compounded of tact %nd experisnce, pro;ortion is ane
of the foremost attributes of the manager.1

Since few of the elements of business are fixed or constant,
management will probably always bo more an art than a science.2
Management is a body of syatematized knowledge, based on general prine

ciplés which are verifiable in terms of business practica.3

Functions of Maaggement

Business functions involve technical (production, manufacture,
adaptation), commercial (buying, selling, exchange), financial (search
for and optimum use of capital), security (protection of property and
persons),- accounting (stocktaking, balance sheets, costs, staﬁistics)

and managerial (planning, organization, command, coordination, control)

lyenri Fayol, General and Industrial Manauement (Londons er Isaac
Pitman and Sons’ Ltdo’ 19 9 » pol9o

2Louis A. Allen, Management and Qiganlzation (New Yorks McGraw
Hill Book Company, 1958),.Pe3e L

3Ibide, PeSe..
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activities. It is a genecral contention that the managerial é;rt
of the business activity is the most important. It is what can be
called the heart of the business, because Just as the strength of
the body depends upon the heart, so doeg the existence of an organizae-
tion depend on an effective managoment. |

None of the five activities previously mentioned are concerned
with drawing up the broad plan of operations of the business, with
assermbling personnel, coordinating and harmonizing effort and activity.
That management is8 the specific organ of the business en?erprise is

1 So ¢ital are the

so obvious that it ﬁends to be taken for granted.
above functions for the existence of an organization that these func-
tionz are considered syndnymous with managements So imporiant are
the above functions to Faylor that he has adbpted the foliowing definie
tion for management: "To manage is to forecast gnd plan, to organize,
to ¢ammand, to coordinate and to con‘f.rol."2

| To foresee and provide means examining the future and drawing'
up the plan of action. To organizeo means building up the dual
structure, material and human, of the undertaking. To command means
maintaining activity among the personnels To coordinate means binding
together, unifying and harmonizing all activity and effort. To control
means seeing that everything occurs in'donformity with established rule

and expressed command.

Managing a business has sometimes been considered the prime job

1Drucker, og.cit.; PeTe
21“3y01, OE.Cito » poéo
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of management. The ultimate test of management is business performe-

ance.1 It embodies a major responsioility for creative action.

Managhﬁ;means taking action to make the desired results come to pass.
It is a general conclusion'that today's businessmen are ones who are
| choosing raticnally between.alternatives of actions They have to
i : adapt to economic changes,.to push back the limitations of economic
circumstances on the freedom of action of the eﬁterprise. lio person
é | - vas absolute control over his environment, and yet a person has to
act to derive the maximum possible from his circumstances. Only o

? f +he extent to which it masters the economic ecircumstances, and alters

them by conscious, directed action, dnes the managemeht really mahagee

Therefore managing by objectives is the primary means of maunaging a

]:) » businessmane . S - 3 SR L .
v 1 . #

o

Need for Management Development

Management development is not new. As early as the 1920's

gome of the large industrial corporatioﬁs became aware that they had
a need for management development programs 10 proviae for continuity
o of leadersﬁip as wellvas effectiveness. Evén during the depth oﬁ \ 3
% % the depression, many large companies continued their efforts toward ;
) . the development of better and more effective ax.ecutives.2 %

The reasons for the interest in management and manager develop-

1Drucker, OpeCitey ps9}

2Joseph L. Krieger, Principles and Problems of Executive |
Leadership (Virginia, Universal Printers, 1956), Pe2e
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nent are largely economice .The more highly indusirialized nationa
need managers who are competent to conduct the large and complex
businesses that are increasingly'characteristic of those economies.
When members of top management of companies, both big and mediume
sized, were asked for more specific reasons for their systematic at=
tempts to improve the performance of their ﬁanagers, they gave answers

that fall into three categories:

(1) External reasons deriving f{rom the environnent, chiefly
the market environment, of the firme These arise mainly
from changing industrial techniques or markel conditions.
(2) Specific causes originating in the company itself, and
leading %o specific activities of management development, €eZe,
change or organization structure to increase the competence
of managers being transfecrred to new positions, eicC.
(3) a general and overall interest of comzanies in striving
methodically to improve the performance of their managewented
The current need for'executives is also infiuenced by the in=
creasing complexity of problems of administiration and management in
business. Dacentralization, required‘by the increasing size and
complexity of business operations, has brought with it higher skill
requirements needed to accomplish the expanded and more complex
management jobs. Further, additional skills are needed to cope with
more serious planning, organizing, directing, coordinating and control
problems, as well as relationships with industry, the stockholders and
the employees.

Lawrence A. Appley, the president of the American Management

Association, emphasized the industrial need as follows:

The future of America is dependent upon the caliber of
management to be found in the ranks of business and industry.

lWikstrom, op.cit., p.22.
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;1} It is management that sets the pace and motivates labor

" to do its jobe It is the combination of a courageous, com=
3 petent management and a high-moraled, highly productive

3 ' 1zbor force that makes more things available for more people,
and, therefore, increases the standard of living.

George Be Corless, who wrote the foreword vo The Devclopment

of Fxecutive Taient, when Advisor on Executive Development to the

Standard 0il Company of New Jersey, stated that business and governe-
ment can no longer wait for executive leadership to happen, but that
they must help create it. This is &specially true in view of th;

current'expansion.and increased complexity of organizations, both in

industry and goverament. Increased demands for competent executives

f nave created a need for management developmente Technological develop=

ments have also caused expanded calls for more competent managerial
capacities, including broadened perspeciive, planning aﬁd analytical
2bility, and skill in dealing with people. | o {
And, finally, managements, however, cannot assume that because i
good men have appeared in the past, they will continue to appear.2 | %

Effort must be expended to creats the managers who willzbe needed  in

the future; chance can no 1onge§ be depended upone

Training for Management.

A management development program is a formalized, systematic
: and long-range plan, sponsored and actively supported by the top manage= j

ment or the organization. It is aimed at recognition and development

lSo'cqu; Vacuum 0il Company: Manual on Management Selection and ]
Development, pe3lL, cited in Krieger, op.cite.

i{LJ, 2My1es Le Mace, 1lhe Growth and Development of Executvives (Came
A bridge, Muss.: Harvard Graduate ochool of Business, 1950), PsJe
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of managément potential, both immediately and for the future, and at
creating a continuing and callable reserve of trained executive talent.
This recognition includes awaréness by all levels of management that
a larger supply of executives will always be urgently needed.l
Most leaders in industry seem to agree with the platitude that
we must develop better executives. Many leadershave also statcd that
developing better management is one of the most important problems
f | currently facing industry today. This is very well reflected in
the survey made by the American Management Association.  They found

that in companies with more than 10,C00 employees, 60 percent in a

mail survey and 78 percent in a field survey, have a plan for manage-

ment development. The findings emphasize that a significant number
xu;) o | of cbmpanies without an executive development plan, nevertheless were
using many of the currently accepted executive development techniques
and methnds. Many of these companies not having systematic proérams

actually do have in being, without even realizing it, successful and
2

tested methods for developing executives.

f The retall industry is not immune from the above problem. The

~ Personnel Representative of the National Retail Goods Assaciation,
addressing 250 department store executives said: "Building a better
executive manpower reserve is one of the most-important problems

currently facing retailing."3

lKrieger, OpeCitey PoTe

2Trickett, "A Survey of Management Development,"pe.2l, cited in

ibid,

# f\ 3
LD 3The Washington Post and Times Herald, October 11, 1955, PelTe
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j{Eb Training in industry has a gpecific purpose. It should
; _ provide experiences which develop or modify the behavior of employees -
in such a way that what thé employee does at work is effective in vhe
. attainment of the goals an& objectives of the organizaticn.
- Training in industry is the formal procedures which a company

uses to facilitate employees! learning so that their resultant behavior

contributes to the attainment of the company's goals and objectivese

] Training in industry is not an end but a means {o an end.

To achieve-organizational goals, carsful ;ssessment shoyld be made

of the training needs within.a comnpany. 4 determiqation must be

made of thé goals which can be served by training the people who require
! training and for what purposes, and the conteat of the traiuning programe.
%qu | ~ In view of the conce?n among top executives about the need for and

objectives of management development programs, attention should be i

o g

directed toward learning how well such programs achieve their goals .

This study examines the management training programs of two reprecsenta= §

tive discount merchandising chains to learn how well they funciion

in meeting their aims and objectives.

‘ 1yilliam McGehee and Paul Thayer, Training in Business and
Industry (New York: John Wiley and Sons, InGe, 19G1), Pe3e
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CHAPTLR III
METHCDOLOGY AND FINDINGS

Personal interviews were conduéted'with two managers and four
trainees from Chain A and two managcers and two trainees from Chain B.
These interviews as stated previously were based on a questionnaire
prepared to test the hypotheses developed for the study.

Both Zayre and K-Mart'haye a management treining programe
The short-range obJjcctives of both programs are toward developing
assistant mahagers and the mediumerange goal is toward developing
persons capable of managing a stors. Growth dees not stop here.
Managers can rise to-divisional managers and executive positions in
the nome office. PBoth the chains believé in davelopment from within
and it is toward longerun objectives of finding executives from within
that their management training programs are directed.

Information concerning the training programs of both companies
has been requested to be held in confidence; hence, it is nol possible
to state in detall the actual training programs of the specific comne
panies. Though the two chains follow a slightly different road,
their ultimate dbjeétives in the management training programs are
the sames The main objectives have been stated above. It is a
contention of both companics that to be successful within their
respective companies, one has to familiarize himself with their way

1]

of dolng things. Evea a manager of another similar business would

23
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nave to undergo their traluing program before he could be granted
a pcrmanent position. So important is the menagement trairing pro=

m to the chains, that according to them the very existence of their

ramn

.01

organization-depends on effective management tiraining programs.
Pasically, the training program continues until one tecowcs a store
manager. This program, however, evolves in different stages.  Lfter
this basic managerial training cne advances into executive positiona,
where further training by way of seminars is given.

The objectives of the managenent training projrams of the two
chains are spelled out in responses to the questionnaire. Tho same
questionnaire was also hsed as a basis to interview trainees in ordexr
to learn if they theought the objectives of the training ?rograms were
achicved by them. The views Sf the managers and trainees of the
40 chains will be stated individually; however, the views of the
managers and trainees of the same chain will be shown together and
only significant differences will be highlighted. A1l the replies
in response to the questionnaire: are the words of the managers and

the trainees.

Question 1. That the main objective of management tralning is

to provide knowledge reqpired for more effective executive performance?
All the managers agroed with the above question. The manzgers

of Chain A felt that one has to work one's way up in management.

Every executive in the company, even the president, started in the

stockroom, as did both the managers interviewed. As they moved up

the hierarchy ladder, their decisicn-making capability increased.

One of the managers felt strongly that there is no doubi the training

P —— -y
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progran has helped in this dircction. The managers of Chain B felt -
strongly that the management trainlng program has the above objective
in minde One of the managerg in Chain B believed that the initiai
training ié primarily to leara the "paper workﬁ -~ the details con=
cerning the procedures of the company. uIt{ is through this paper
work that one controls the shrinkage, advertising mark-ups, marke
dcwms," he said, " and this helps ons to be a better executive.
Subsequently one getg involved with responsibilities which tend to
broaden one's outlook and increase one's decision-making capacity."
This surgly 1eads towards more effective executive performance.

Three of the trainees in Chain A felt that they had achieved
the ability towards executive performances by virtue of the program.
(ne, however, was very new in the program and was, at this point, not
able to make conclusions about it.) The trainces who gave & positive
response felt that in order to be a éood executive, one needs to know
every phase of operation. "Training makes one move around, and'en-
counter different problems, train under different managefs who have
different approaches. One the learns the best out of it." Two
of 4he trainees who were at an advanced stage in the training program
had very positive responses. The third trainee had a positive response
also aiﬁhough he did not feel very strongly about it. He felt that
both training and his owm learning and in;tiativp worked together
towards the long-range goal of becoming an‘executive. " The two traine
ees from Chain B also had very positive résponses. They felt that
during training and subsequently as assistant managers (where they are

sti1] under training) they had acquired new knowledge concerning their
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’;)‘ 1 their work, which related to how merchzadiss is controlled, how
shrinkage is controlled, how to decide on mark-ﬁps and mark-downs
and how to follow up on theme They also learaed to become profite-
conscious, how to increase the performance of each person in the
- h storé. This improved knowledge and understanding, according to
?. : them, will help them climb the ladder in management.
The responses to the first question tests the first hypothésis.

Training helps towards providing knowledge for more effective exocue

% i‘ tive performance. Both the responses and the reactiong of the

managers and the'trainees helped to identify the effectiveness of

training in that direction.

Edward C. Bursk, editor of the Harvard Business Review, in his

qu) ’ book, How to Increase Executive Effectiveness,” has stated certain
:' : ways by which management can help creaté better executives:

1. Expose young men to the problems of the businesse

3 : 2, Outline the company's objectives and policies to these

; : : young man. : .
. 3. Delegate responsibility with authority as well as with

; accountability.
| Lo Urge the yournz men to make decisions without fear of

! - making mistakese. ‘

| Interviews have shown that the trainees gei éxposed to the probe
: : : lems of the business, the company's objectives and policies are out-

f ; lined to %hem, responsibility is delegated to them. At the same
time, they are allowed to make decisions, no matter if wrong. Cone-
structive proposals are'made to them. The managers point out the 2

mistakes in the decision and helps them to learn how better decisions

%(Ef C 1Eﬁward C. Bursk, How to Increase Executive Effectiveness
L (Cambridge, Mass.: Harvard University Press, 1965).
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could be made in future. To create better executives should be an
objective of the the management training programe

Question 2. That managementi training is to develop executives

for advancement into positions of increased responsibility?

One of the managers in Chain A agreed that the above statement
was the objective of his traihing brogram, According to him there
are bound to be some people who fail, some due to mental deficiencies
and some because of physical disability, but it is up to the manager

to help his assistants initially develop and it 1is up to the assistantis

on their own initiative to grasp the knowledge and advice. However,

the second manager felt that, at this point, the program has nothing
to do with executive traininge. vIt is only when one becomes & district
manager that one's training starts toward becoming an executive. He
did not believe that managers needed executive ability. The managers
of Chain B had a more positive response; they felt that "the more
you work in one position, the greater the depth of your knowledge in
that position." Every year retailing is changing one way or anothere
Thus, the assistant managers under the training program broaden- their
knowledge, become. ' more mature yithin that positiqn and reach: © the
ultimate in that position and become groomed for advancement.

The trainees of Qhain.A also had a positive response to the
question. They felt that every stage of training exposed them to
new situations and responsibilities. One of the trainees who had just
joinéd "the program and was not able to respondito the first question

felt he had gained self-confidence gince he had joined‘the training

programe

VF e o
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The trainees of Chain B also had positive respoascs, though
there was a difference in the degree of acceptance. They folt that
the trairing program meke one aware of the company objectives and
policies. This, they felt was necessary to advance into positions
of increased responsibility.

Responses to the second question tests the second hypotheses

that management training develops executives for advancement into
positions of increased responsibility. Reactions of the trainees
also indicatcd that the program was Being effective tow§rds this

goal. They believed that responsibility is attached to the strings
of accountability. Without accountability things can run wild.
Accountability develops control, judgment, aﬁd self-discipline.
Responsibility should have authority.attached to.it.Without authority,
responsibility can create frustration and destroy initiative.

Cuszstizn 3. That managers must lzarn and develop an understande

ing of how to apply the implications of human relazions?

Both the managers in Chain A felt strongly about thise One

of them felt that he has to understand the implications of dealing
with people. This understanding is the most important factor,
especially in the retail business. "You have to get your employees

behind you, you hawe to creatve a proper atmosphere for group behavior." i

The othier manager also felt that "you have to learn to live with
people and people at all levels." "Force or compulsion in getting
your work done is something that cannot be applied."One of the

managers in Chain B felt very strongly about the implications of deal=

ki i SR
PN
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ing with people. According to him it is the most important thing.
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He believes that his inferiors "“can either make him or breal hime."

This, according to him, is the ultimate creation of profit and

group cohesiveness. The other manager felt that the knowledge of
wuman relations is something that cores through exserience in dealing
with peoples Human relations is not something you can put dowm in

black or white. Learning to apply the implications of human rela-

" tions deponds upon the personality of tha manager and how the traine

ees absorb the training.

Only one trainee in Chain A felt that training he}ped toward
+he direction of how to apply understanding of human behaviore Ace
cording to him, the assistant manager is the bridge between the
manager and the rest of the store personnel and the customers. The
trainees have guides and effiéiency sheets which teach them how to
deal with people. One of the trainees was not able to respond at
this stage of training, although he felt not much had been done until
this time. Another of the trainees felt fhat human behavior is
something that depends on the personality of the individual. Traine
ing helps toward learning the implications of human inter-action, but
ultimately it is the actual contact with people that helps one learn
"human relations.® The fourth trainecee felt that although managemendt
showed movies they did not stress very much in the direction of human
understaudinge However; according to him, the human relations aspect
goes in the nogativa direction "when you go L0 worke As you climb
the ladder youw become more conceraed with yourself and less with poople."

Both the trainces in Chain B fclt that the knowledge of how to apply

human understanding is not scmething "you get out of training."
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However, one of them felt that training does help to a degree bub
it is hard to say to what extent. "How to get along with people is
something individual and the manager correcis Jou when you are
wrong.®  However,.both the trainees felt that how Lo apply human
relations is scmething that comes out of actual experience.

The responses of the managers tests the third hypothesise
To learn and develop an understanding of how to apply the implications
of human'behavior is and should be the objective of management traine
ihg. "You have to learn to work wiih people and you have to learan
to live them". The line has a functional rela£ionship with the
staff because the leader attempts t& satisfy the varied needs of
his followers; hoﬁever, the trainees were quite negAtive towards
initial training helping them to learn how to apply human relations.
They knew it to be important but thé responses from the iralnees

gave the general impresslon that it was not stressed to the extent

thaﬁ it was believed to be by the management.

Question i, That the ability to make decisions can be developed
through traininé? -

Botﬁ'the managers in Chain A had responded positifely; toa
considerable degree, they felt that the training prOgram really helps
towards making better deéisions. - No matter even if the trainees make
wrong decisions, they should have the ability to make them. They
can be corrected. Initially a {rainee is lost in the store but then
he learns how to face problems, make decisionse. One of the managers
of Chain B felt that training guides one towards the acquisition of

ability to make decisions. He thought that'it is experience that
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really helps in that direction. However, one of the managers had
another way of responding to the above statement. -He thought that
ngraining itself is experience. You get exposed to problems and this
initiates the very thinking of why a decision ever should be mace."
Hence, according to him, training does help towards that direction
and accomplishes one of tﬁe objectives.‘v

A1l trainees in Chain A had positive responses. One of them,
who was new in the program, felt that self-confidence had helped him
towards making better decisions. One of'them felt thgt experience
in the initiﬁl training stages and training itself helped him make
wiser decisions. Tye other two trainees felt, that they.had learned
to maké better becau;a because they were given the opportunity to
make decisions even if the.decisions were wrong. ‘Thg management made
constructive contributions. Whem tﬂeyfw#de wrong dgciéions{ the
manager explained why they were wrong and ﬁow t.0 make a correct éeci-
sion during the training. At the same, tﬁo of the trainees felt that
"you gain self-confidence.” In the later stages of training, accorde
ing to them, experience helped towards making b?tter decisions. In
Chain B, one of the trainees had a very positive response. Accord-
ingz to him, during tréining he was faced with actual problems wherein
he had to make quick decisions. Management helped him by pointing

out the mistakes and guided him towards better decisions. The other

traince, however, :.felt that training provided a basis for making

better decisions. Training helped him to learn the company's policies

which served him as a guide to make better decisions.

The responses to the abovevquestion tests the fourth hypothesis,
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To improve the ability to make deccisions should be-deveIOped through
trainins. Mistakes are the very soil of* progress. 1Mistakes are
experience. FExperience develops judgment. And Judgment is necese
sary to good management. The rcactions of the trainees seemed
positive that training helps themFtowarés making better decisions,
mainly because they are given the opportunity to make decisions,
no matter whether they are wrong -- if they are wrong, they are
given constructive guldance.

Question 5., That there is a need for practical training no

matter what the extent of educational knowledge from the classroom?

Both the managers of Chain A feit strongly that a very important

oojective of their training is to provide practical knowledge of thelr
buginess. Cne of ﬁhese managers felt that "you caﬁ talk about probe
lens all dayllong but until have have’acttally experienced them you
cannot solve them," It was his contention that in spite of the fact ;

that he is a college graduate, in the training'program, a high school ;

graduate and a college graduate stan& the same chance of éuccess.

This is mostly because in retdiling kndwledge of the environment is
most essential., It was the contention of ty§ other manager uhat

the trainee has to adapt himself:to tour way of doing ihings." Both
the managers of Chain B strongly agree that training is most essential
for tﬁeir type of business. According to one of them, one gects no
training whatsoever in the claésroom. "You need a knowledge of the
environment involved in the field of fetailing. You have to learn

how merchandise is put on the floor, how to deal with people." Accards

ing to the other manager, traihing is experience. Knowledge means
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nothing if it cannot ve applied. He thought that, at least for re-

] ' tailing, training is very necessary.

All the trainees in Chaln A égraed that practical training is
essential. All excest one had had some college education and two
were graduates. Those with college experience felt that education
may help at higher levels, c.g., in the executive positions but not
at this stages One of then though£ that it might have helped him
mentally but training and experienée are the main things that couwnt.
The trainee with high school education felt that people with no
training feel afraid to accept responsibility even if they had many

years of schooling. This was from his cbservation because he fell

they had not encountered many problems and so did not have self-

E B

‘(“D f . confidence, However, he felt that knowledge may make his advancement
, quicker. Both the tralnees in Chain B, though cnly high school i

graduates, had a positive response also. They felt that this is
mainly Because of the type of.operationé in £he merchandising field.
"You have to learn how merchandise is received and controlled, how

it is priced on the fléor, how to make inventory changes on the floor.®

; . One of the trainees in Chain B felt thit "you learn nothing about the ;

company's policies in schcol and hbw %0 solve problems within that
framework." At thé same time, the other trainee fell that in retailing
"you meet different kinds of people {customers) who think so differently
that undersﬁénding thelr behavior is the biggeét problem in retailing.

The respenses to the above question tests the fifth hypothesis.

The responses as well as the reactions of the trainees strongly indi-
f g cates that nractical training is extremely essential. But the positive

responses of the managers and the traineces were specifically related

. k
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to the field of merchandising. This does not mean, hoyever,. that traine

ot

ing is not essential in cther forms of buyiness organizationse 1In
training for vusiness manzgement, interprotation and understanding

of the company's policies and objectives are vary‘important; At

least to the extent of advocabing the knowledge of the company's

i policies and objectives to tho trainee and helpiﬁg him understvand them.
Training must have this objective, no matter hﬁw iro:essional tne field -
may be. |

Question 6. That the management training progras adapls the

i trainee's thinking to a new eavironment, namely towards creative

thinking (improving persounel relations, profitability, sales)?

Both the managers in Chain A had;positiva responses.  liowever,
fhere was a‘difference in thé degree!o% the responses. One of the
managers felt‘that the program esséntiﬁlly adapﬂs.the trainee's thinke
ing to a new environmént. ;He:starts?with the steck room, learns how
merchandise is boughi, how the merchandise is taken to the sales floor,

he.s it is priced for profit.l In short, he learns what retailing is

all about, he becomes profit conscious."” The second manager thought

tha training program intends to do that. The whole process of the

nerchandising trade is inbended to be thrust in hime It is a part

of the overzll process. However, he felt this process does geb dons

O e,

through training and that it is part of the objectives. If thc trainee

does not like the job "either he quits or we quit hin." The managers

i of Chain B also had positive respenses.  They thought that adapiing

i the trainces' thinking to a new eavironment naturally becomes part

—
(—
\Qw“

of the objectives , which stem from the reaéoning that managemeny

£ 2
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training mainly adapts an individual to a particular company's way
of doing things. "You re=channel an individual's thinking into
your way of doing things.® Thus, training necaegsarily has to do
with adaptation towards new thinking. )

All the trainees in Chain A had positive reéponses to a high
degree. Lven the trainee who haa joined the progranm recently feltb
strongly about ite He felt he brad a better concept of the way re=-
tailing is donee Oné of -the other trainees felt that training"is
experience and expefiences are what change your ways of thinking."

All the trainees, except the one that had joined recently, felt they
had learned to look for things they never conceived befores "When
you get to the floor you automatically want to display betier counters,
attract customers, learn how to live with people. fou definitely
become profit conscious."” One of the trainees initially had the
feeling that "if ybu are in a position of authority you can get things
done by demand. But then I realized that you have to wprk with pzople.®
Both the trainees in Chain B felt training made them profit conscious.
However, one of them felt that during training they were given an

opportunity to s;e the inside of the company, sSeeé different figures.
This led him to thinking as to what future he had with the company,
what the company could do for him and what he could do for the companye
A sense of belonging to the company arose within hime.

The responses to the abbve question tests the sixth hypothesise

It should be a# objective of the training program to adapt the trainees!

thinking to a new environment.
An indivicual can never be helpful to a company unless he has an
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understanding of the problems of the company and a desire to help.

o v -

f' In essence, he should have a feeling of belonging with the company.

‘ ? This is only possible if he likes the environment in which his compamy
functions and agrees with the objedtives towards which his company is
working. Training should arouse an interest in the trainece toward

an understanding of the company and thrust in him an itch of creativity.
The trainees in the two ch#&ns felt'strong that training had helped

: them understand the company and its way of doing business. lost of
their thinking was iﬁ congruence with that of their mgnagers. They
had some negative responses about the effectiveness of the early part

of their training but eventually they felt that training had helped

them to adapt to the éompany and, in fact, live with it.

Question 7. That it gives the trainee a brcad view of the B
company, its organization and its leaders? f

Both the ménagers in‘Chain A responded that giving the trainee a
broad view of the company is a part of their training program. They

felt that the above aspect of their training program is emphasized -

a great deal. The‘knowledge about the company is advocated through
organization charts, as well as book which explain the objectives and.
policies of the company. Howaver,'one of the managers felt that the
knowledge of the company is not absorbed in detail during training.
One of the managers in Chain B felt that the training program is not
intended to give a broad depth of knowledge of the company. However,

the other manager felt that prior to taking up hls positioﬁ as an

g assistant manager he is bound to know the company, its objectives,

policies and leaders, otherwise he is uot fit for the position. ?
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None of the trainees of Chain A felt strongly about the abovas
questione Two trainees, who were at the later stages of their
training program, felt that the knowledge of the company "is something
you begin to learn only after two years of training." Initially
the trainee is more concerned with what is happening in the store.

He is involved with himself. "As time goes on you become more intere
ested in the leaders, their procedures and an understanding cf their
problems." One of the traineces responded that this was spelled

ouv in the movies they were shown. But nothing much;was siressed
by the management. The fourth trainee had a negative response at
this stage. The trainees in Chain B felt very strongly on the
positive side. One of them said he had the opportunity to meeti
executive leaders iq each and every depariment, heard talks from the
president down for one week, what their functions wera, what theirs
would be. They reviewed the objectives and the policies of the
company. The other trainee felt that much of it was spelled out
during training and he was able to grasp the policies and the objectives
of the company.

The responses to the above question tests the seventh hypothesis.
Only one manager felt that the training program does not intend to
give a broad depth of knowledge about the coﬁpany to the trainecese.
However, it is the writer's opinion that this manager had a very diffexre
ent ccnception of the training program because he seemed to feel that
training is only intended to teach paper work to the trainees. Al
the same time in one of the chains, the objectives of the program as

spelled out by the managers and as conceived by the trainees as far as
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knowledge of the company was concerned was not at all congruent.
The trainees did not have a very broad picture of the company. Some
of them felt this was not stressed by the management; however, .t is
essential the trainees have a knowledge of the company, its leaders,
policies and cbjectives. The trainees are preparing to be managers
although this is not the ultimate goal. A their thinking is madie
fied before they become managers. Thus they should have a good knowe
ledge of the company's dbjectives'and policies so that their thinking
will be utilized tourra ths company's goals.

i

Question 8. That the training program helps to iasure the

vitality and continuity of the organization?

Both the mana&ers of Chain A felt strongly tnat insuring the
vitality and cont;quity of ‘the organization is an important objective
of their training;prOgram.' Tbey felt‘that the éxpansion of the
company makes the training program essential, especially when the
company belleves in promotion from within. &b the same time, one
of the managers felt that there is‘g big turnover in trainees and
hence the training program is very essential tcwards maintaining the
continuitj of the organization. At the same time people are retiring.
Both the managers of Chain B also had a very positive response. They
felt that they are an expanding organization and more managers are
neededes People have to bé trained towards that diréction. One of
the managers felt that vitality comes with new blood that hatches new
ideas. Their company gets vitality by hiring new trainees, some of |
them having had previous exﬁerienca.

All the trainees felt that the above statement was true. However,
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one of them was able to substantiate his feelings. He said that by

having such a training program, he felt assured that no one will

come into the company and take his position until that new person
had learned the procedures of the company. It was his contention ' \%
that the training program, by not letting anybody take his position, ii

guarantees better unity in the organization. "Everybody has an

ey i, o en i

equal chance to rise." The reason he continued working for the

company was the fact that'everybody had to start at the same place.

kate s o s s st -
"

1 One of the traineces in Chain B felt that the training program had

created a great deal of enthusiasm in him, a feeling that would help . 1

him to help the company more. {
There are managers and executives who are going to retire and P

there are manahers and executivés.who are going to leave to Jjoin

¢

other companieé. For an expanding company to have continuity, there i
should be an adequate supply of trained people to take the positions ”%
of those people who have.risen higher in the hierarchy. 4 training ?
program is the best way to help a company solve this problem. In

this manner, tﬁey get young trainees who want to start with the come

pany with the idea of climbing up the ladders People who climb

- ey

higher after training are those who understand the company and its
policies welle It ahoﬁld be an objective, as conceived by all the
managers interviewed, that training helps to insure the vitality and
continulty of the organization. However, only one manager was able
to substantiate on "vitality." He said that "Vitality comes with

new olood. Young men should be exposed to the problems of the company

and its problems and opportunities. Young men have riew ideas."
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Question 9. That the training programs are worth the cost they

incur?

| The managers in Chain A had no doubt that the training programs
are worth the cost incurreds One of them felt £ha£ without the proe
gram the company could not exist. He felt that they are worth a
great deal because, having started as a trainee himself, he realized
their effectiveness. The corganization relies on these people for
potential future managers. The manzgers of Chain B had no doubt .
also that the training program is worth its cost to the company.
One of them felt that without training a man would be useless. This
is in the context of reteil merchandising. Without training, he
felt a man would never have confidence in himself, without making
mistakes he'would know whether he were capable or ngt of making core
rect decisions. Training is not only important but alsc necessary.
The second manager felt that this is the only way one can evaluate
an individual and find out whgther'he is competent for promotion or
suvitable for the jdb.J

The trainees were not questioned on the above statement, because

it was felt that this was something for the management to answer,

However, it is the peréonal view of one of the trainees in Chain A
that the company did get out of him what they spent on hime He based
this mainly on the'réasoning that the assistant manager is the backe
bone of the managers and'that, without these two pecple, it would be
difficult for some stores to operate. One of the trainees at Chain °

B had the same view. He thought that training by itself was a great

experience and it was his contention that through training the managee~
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ment developed his abilities for its own sake as well as for his

benefit,

The response of the managers to the above question tcsis
hypothesis 8, To measure the. ' training programs with cost is
measuring quantitative values on the one hand‘with qualitative
results on the other. However, the training program has such broad
objectives that, if successful, they are worth the cost. These
broad objectives have been spelled out in the previous questions.

In order to get managers and executives who will insure the vitality
and continuity of the organizatibn, people on whom the future courses
of the company depends,‘it seems a reasonable conclusion to say that

the costs incurred fade into insignificance compared with the values

éerivad.

Question 10."That development is an individual process?

Both the managers in Chain A(undodbtedly agreed that develop-
ment is an individuél process. They felt that ultimately it is the
individual who must grasp opﬁortunities. "You can try o teach
but you cannot force anybody to learn, ﬁainly because everyone has
his own 1likes and dislikes. He has to be willing to accept the cone-
ditions for growth."x Both the managers in Chain B agreed that develope
ment is an individual process. They can only guide the trainees.
One of the manageré, however, felt that development requires association
with pecple and products. They are inter-rvelateds The right atmos-
phere for ggowth has to ba creéted.

B All the trainees in Chain A also agreed thét development is

individual process. They'feit that oﬁq should be interested in getting

: 5 A b il © 5 s i « tomnen C e ey
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everything they could out of the training prograri. Opportunities

are something that come everyday. The manager can only provide guide=-
lines. One of the trainee felt that many a time the manager may not

g‘ be interested in training the trainees but just wantud the work to

be done by them. "It is here whers you have to grab the opportuni-
ties." The trainees of Chamn B, however, had different v;eWo. One
og,them agreed that development is an iﬁdividual process but he thought

that it takes added effort to make him go, to give him that added

- push, in spite «f how good 6ne's education or training is. "Without
your will nothing can make yoﬁ go." "It is thls ihinking that nelped
| him grow with the company. fhe second traznee felt that one can have
the abzlity and the will but again if somebody does not show one how
) | | to apply it, that ability is a total waste.' "Inxtiative is definibely
- requlred but that 1s not enough. -Yqu have to be shawn how 10 develop
yourself." E'
;\ultimately have to develop themselves no matter wnat

\

the Opyoruun;tzes. The trainee cannot be forced to learn. This

Trainee

'~ seemed to be the feeling of all the managers; howsver, it is the writer's

feeling that tbe conclusions of one of the trainees of Chain B wexe

not right. What he had in mind was actually "being provided for"

| by the program. "Training is the providing of opportunities and also
means utilizing these opportuhities. Initiative is what has €0 come
from the trainees themselveSL S0 £his trainee's conclusion that he

had to be shown what his abilities ‘are is not accurate -- for this

partxcular phase is already included in the program. w1thout initiative,

V the best opportunities could very well be useless.
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Question 11. That the training program gets new knowledge past

" the outer defenses of the individual, and to his inner being so that

it becomes a functioning part of him?

Both the managers in Chain A had positive responses, though
theré,wés a différgnce in degree..‘,One of the managers felt that
quite soon a great of the information that is emphasized becomes a
way of life for‘the trainees. Tﬁere is so much informati5n, policies,
procedures, . that they will never become successful managers until

they get accusﬁomedlto the environment. Both the managers in Chain

B had positive responses to the QpeStidn also. They-felt that if

pne'is receptive to learning, training has got tc instil new knowe
ledge into them. | ,; | | - | ‘

‘One of the trainees in Chain A falt that it was rather difficult
to give an answdr'tq this question as he was in the early étages of

- tréining but he said he had alreadéy come to rcalize to a certain

‘extent what merchandise reteiling is all about. The "other thres

trainees, however, had. a positivé response. . One of them felt it
difficult to ahalyze the new learnings; however, he did feel that at
the time he Joined the company, money was all important to him.

He said that now although money still had importance, success was

. more important te hin iow, and success meant gaining a good position

with the company. The other trainees fell that they had learned

a great many things which they never knew before and which had become

. part of their thinking. They had learned the very concept of retaile

ing, . The trainees from Chain B did answer positively also. One

of the trainees felt that it had helped hin to learn to a high degree

what the reteiling business is all about, a basis on which to build
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future management capabilities. = The second trainee had a feeling
that being a part of the organization, all the experiences that he
gone through had become a part of him., This relates to the manmner
in which merchandise retailing is done.

The reéponses to the above question test hypothesis ten. Almost
a1l  of the trainees responded positively both in response and reaction.
Tﬁat training gets new knowledge ihto the individuél automatically
becomes an cbjective. If if does not,'then the trainiﬁg is a failure.
The.veny objective of training is to teach the traince something that
the company feels as necessary to the trainee so he can become a
part of the organization. This was_spelled out quite definitely
by the managerse The trainees should get a broad knowledge of
tﬁe company and his particular job in the organizaticn. To do this,

he.has to understand the company.
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ClAPTLR IV
CONCLUSIONS AND RECOMMENDATIONS

Management dévelopmgnt should be an integral part of every
managewent training prdgraﬁ. This study of management training
programs in the two chains has revealed that traiuing of new persou=
nel is essential for them.to understand the policies, objectives
and énvironment of a particular organiz#tioﬂ. |

Personal interviews with the'traiﬁees.of the two chains has
shown that in the initial stages the training program did not achieve
the purposes for which it was inteuded. Trainees felt that in the
initial stages they did not get exactly what thej were told they

would get from the program. In certain cases vhey snowed negative

responses to the qneétions that formed the hypotheses for this studye.

Though the training program, as indicated by managers, stiressed the
need for belter understanding of human behavior, the trainees did not
feel that training had helped them very much in this sphere of human

relations or the understanding of human inter-actione. Managers felt

strongly that the graining program gave a broad view of the coupany e=

its objectives, policies and leaders. Trainees, however, of ons of
the chains were not receptive to the ideae In the field of human
relations and in a broad view of the coﬁpany, trainees expressed a
feeling that tﬁe managers did éxpose fhem to fhese objectives through

books, but these'objectives‘were not stressed as being very imporitant.

L5
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The trainees felt that actual experience when they were given responsiblile

ities helped them learn although they were still in training.

The above findings in the study of the management training proe-
gram of the two chains also revealed that during the training program,
managers and trainees. need a closer inter-relationship to achieve the
'objectives of the whole program. Such a close relationship beiween

ﬁ: managers and trainees would serve to acquaint trainees with the stated

; ;, objectives of the program. This would help trainees to identify
| | cleafly the purposes of the program. It would also help trainecs
5:; ~ to progress more rapidly when they see the goals, reasons and purpose
for thzir learning. |

There are various'management'capabilities which can be developed
'through training. One of the most important of these could be the

stimulation of learning -~ the awakening and maintenance of a will and

. .

& desire to learn new outlooks and new methods to overcome problems.
The reactions of several trainees of the two chains showed that they -

felt that théir manager had not provided them with a motivation to o

learn in the initial stages. At certain times the trainces indicated

. SR T b S gt
a3 LT
.
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that they became duil, disinterested and apathetic. Building the

leadershlp qualities in a trainee is another capability which can be

PSR

developed through training. The trainees had very positive responses

P ey

that training had thrust new ideas upon them; they had becone profit

= conscious. But trainee responses and reactions showed considerable

incongruence. | Training had not helped them broaden their vision to
perceive situations outside their immediate organization. This may

- ' not be possible in the early stages of training; however, ﬂraining

.
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should develop amonz trainees an itch of curiosity to look outside
their own organizations, to lcarn about new developments that could
be used in their ovm organizations. If such initiative is not
devcloped then the vitélity which new blood 15 supposed to provide
is sapped.

Training should have as its obJectives a means of communicating.
Comminication should, in a broad sense, mean passing on ideas, attie
tudes and skills, Its perspective should not end within'thé organizae
tions Training should help to acquaint the trainees with the basic
principles of human behavior, énd to help them to recoznize and
utilize thece principles in their day-to-day supervision of subordine
ates. An introduction of hdman_psychology through the training program
would help very much toward enabling trainees to understand human bee
Helping trainees to understand psychclogy would serve to
Traiﬁ-

break down long-established misconceptions of human behavior;

ing must help the trainees measure people.in terms of their actions

.and their motives rather than their physical characteristics,_face or

religions The trainees need to understand the motivations of human
behavior,

A study of treining programs such as this would be more signifi-
cant if it could be made in greater depth. . Large samples, sizes, and
more varied programs . .would provide greater insighﬁs intq the effectivee

ness of such prograns in meeting their objectives. It is supgested

that further research in depth be undertaken to ascertain if other

programs show more success in meeting their objectives. To better

understand managément training programs studies should be made of
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programs in different organizations, which are functioning under

different envirommental conditions,

Finally, this study suggests that the training programs
examined have indeed met.most of their objectives as far as the manage-
ment of the chains is concemede. The program has gilven trainces a
xnowlcdge of the functions of the organizetion and has helped the
trainecs toward beutter decision makinge The program seems to have
given tralnees self-confidence so that they may advance to poesitions
of increased responsibility. It also seems to have epabled the

trainces to adapt their thinklng toward new environmental situationse

— o o
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